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PART  SIX 

STIMULATING  THE  SALESMEN 


LEADING  VS.  DRIVING  SALESMEN 


A 


S a matter  of  common  justice,  as  well  as  because  of  iL- 
business  value  of  a square  deal-,  Sales  Managers  avoid 
driving  attitude  toward  their  salesmen.  It  is  impossible 


to  drive  a salesman  in  any  way  that  will  be  of  value  to  you  or 
your  firm.  You  can  sometimes  drive  a man;  but,  as  a rule,  you  will 
succeed  in  driving  him  into  selling  for  your  competitor;  and,  if  he 
has  some  ability,  because  of  his  dislike  for  you  and  your  methods, 
he  will  sell  for  that  competitor  with  a vengeance. 

Study  each  man  on  your  force. 

Lead  your  salesmen  through  superior  knowledge  and  discernment. 

Show  each  man  that  you  have  a personal  interest  in  him. 

Prove,  in  some  way,  that  you  intend  to  give  a square  deal  to  all. 

What  salesmen  need,  as  much  as  anything  else,  is  appreciation") 
and  encouragement.  Sales  Managers  have  found  that  a written 
or  spoken  word  of  encouragement,  when  a salesman  has  fallen 
down,  is  often  the  only  thing  necessary  to  so  firmly  put  him  back 
on  the  “main  line”  again  that  he  can  keep  himself  going  ahead  on 
his  own  steam. 


When  it  is  the  average  experience  of  successful  Sales  Managers 
that  each  salesman  in  their  employ  is  susceptible  to  encouragement 
and  can  be  reenthused  when  he  is  “off  his  mettle,”  the  “You're  all 
right;  you  can  get  back  and  win  yet”  attitude  toward  a salesman  is 
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worthy  of  a trial  by  others  who  have  not  yet  learned  that  one  of 
the  secrets  of  managing  salesmen  is  to  take  a heart  interest  in  them ; 
an  interest  that  goes  farther  than  the  order-book. 

All  the  average  salesman  wants  is  plain  human  consideration  and 
kindness.  He  displays  these  qualities  himself.  He,  therefore, 
expects  consideration  from  others.  He  is  not  looking  for  “sym- 
pathy.”  He  is  a man  and  can  win  on  his  own  merit;  but  it  does  help 
him  to  hit  the  line  harder  when  he  is  considered  more  as  a human 
being  than  as  a sales  machine.  He  wants  to  be  recognized  for  his 
personality  and  character,  as  well  as  for  his  result  producing  ca- 
pacity. He  is  not  a boy,  yet  he  must  often  be  handled  in  much  the 
same  manner  as  an  intelligent  boy  should  be  handled. 

Once  a Sales  Manager  gets  the  confidence  of  his  salesmen;  once 
he  proves  to  them  that  they  are  a part  of  the  concern,  and  makes 
them  feel  that  they  are  working  for  him  as  well  as  the  house,  he  will 
get  maximum  results  from  them.  Salesmen  will  work — and  work 
hard — for  the  right  man.  They  are  willing  to  work.  They  are 
intensely  social  in  disposition,  however,  and  for  this  reason  they 
can  be  best  influenced  through  a “follow  me  and  make  good”  atti- 
tude of  thought  and  action. 


Administering  Mental  Stimulus 

Salesmen  often  require  a mental  stimulus  to  give  them  a new  hold 
on  business,  or  to  overcome  negative  conditions  that  surround  them 
either  in  mind  or  in  their  territory.  One  plan  often  followed  under 
such  circumstances  is  for  the  Sales  Manager  to  call  the  individual 
salesman,  who  at  the  time  needs  a “kick”  or  a “push”  or  a “pull,” 
into  the  office  and  have  a personal  talk  about  the  troubles  that 
the  salesman  is  facing. 
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If  the  trouble  is  imaginary,  the  Sales  Manager  may  sometimes 
go  so  far  as  to  give  the  salesman  a “mental  kick,”  which  is  a method 
that  must  be  handled  with  care.  There  is  an  old  saying  that  a 
kick  rightly  placed  often  helps  a man  rise.  If  the  salesman  is 
imbued  with  false  ideas  of  things,  and  these  cannot  be  removed 
by  gentle  methods,  the  Sales  Manager  uses  any  method  that  may 
seem  necessary  in  curing  the  disease. 

The  use  of  the  “mental  kick”  is  one  of  the  strongest  ways  of 
handling  a salesman.  It  takes  a Sales  Manager  of  strong  character 
to  make  a salesman  see  his  own  faults  through  the  use  of  diplomatic, 
yet  harsh  words.  Nothing  must  be  said  except  that  which  will 
influence  the  salesman  to  get  out  of  the  “rut”  or  to  change  his 
attitude,  or  opinions,  or  actions.  It  is  possible  to  say  harsh  things 
in  a way  that  leaves  the  salesman  no  comeback,  when  the  Sales 
Manager  has  proved  to  the  salesman  time  and  again  that  he  is 
“for”  that  salesman  all  the  way  through. 

When  a man  goes  to  a dentist  who  finds  there  is  a tooth  that 
should  be  filled,  he  may  not  like  the  idea  of  getting  it  filled;  but 
once  the  dentist  gets  him  in  the  chair,  that  dentist,  if  he  is  onto  his 
job,  fills  the  tooth.  If  the  occasion  demands,  he  extracts  it.  He 
does  it  as  painlessly  as  he  can;  but  he  does  it  just  the  same.  The 
position  of  a Sales  Manager  who  must  get  a salesman  in  line  is 
much  the  same.  A disobedient  salesman,  a salesman  not  interested 
in  upholding  the  really  necessary  rules  of  the  house,  who  wants  to 
continually  cut  prices,  who  is  not  so  much  interested  in  the  profits 
of  the  house  as  he  is  in  his  own  commissions,  is  a nuisance;  and 
must  be  cured  because  of  his  value  to  the  house  when  working 
properly. 

If  it  is  evident  that  a salesman  is  without  value  to  the  house,  and 
that  the  house  will  not  be  injured  if  he  leaves,  no  Sales  Manager 
will  put  up  with  him  unless  he  falls  in  line  without  objections. 
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But,  salesmen,  of  the  right  sort  who  have  the  selling  ability 
to  make  them  valuable  to  a particular  house,  have  in  a real  sense 
helped  to  make  the  business,  and  their  ideas  are  worthy  of  con- 
sideration, if  not  of  acceptance. 

No  Sales  Manager  will  be  managed  by  his  men;  yet  there  is  a 
way  of  getting  the  salesmen  to  cooperate  that  will  make  it  unneces- 
sary for  either  the  Sales  Manager  or  the  salesmen  to  sacrifice  any 
point  of  view  that  is  of  value  to  the  business. 


Personal  Interest  and  Encouragement 

It  is  not  possible  for  a Sales  Manager  to  take  and  show  a full 
personal  interest  in  a salesman  working  under  him  unless  he  is  in 
actual  fact  a friend  of  that  salesman  both  in  and  outside  of  business. 
This  does  not  imply  that  the  Sales  Manager  must  mix  with  the 
salesman  socially;  neither  does  it  mean  that  the  Sales  Manager 
should  “pal”  with  the  men  in  his  charge.  It  means,  first  of  all, 
that  the  Sales  Manager  must  like  his  salesmen  personally;  secondly, 
that  he  will,  in  every  way,  act  the  part  of  a friendly  advisor  in 
dealing  with  them;  and  lastly,  that  he  will,  when  necessary,  correct 
the  individual  salesman  privately,  so  that  others  will  not  be  aware 
of  it. 

When  a salesman  knows  that  his  Sales  Manager  has  a personal 
interest  in  his  success,  outside  of  the  natural  interest  resulting  ' 
because  of  the  profitable  business  produced,  that  salesman  is  en- 
couraged to  do  his  best  work.  It  will  be  seen  that  a result  of  per- 
sonal interest  is  an  encouraged  salesman,  a salesman  who  is  en- 
thusiastic to  serve  his  house  because  thereby  he  will  add  to  the 
success  of  his  Sales  Manager  as  well  as  his  own.  Salesmen  are  not 
primarily  selfish.  It  is  true,  however,  that  some  salesmen,  because 
of  improper  handling,  or  because  they  are  of  a type  that  attempt  to 
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dominate  Sales  Managers  for  whom  they  work,  do  not  cooperate. 

When  the  Sales  Manager  is  worthy  of  his  position,  when  he 
holds  it  because  he  is  a strong  and  dominating  personality,  he  will 
be  able  to  influence  the  salesmen  with  whom  he  comes  in  contact 
*to  work  for  him  in  his  way — which  he  will  prove  to  them  is  the 
reasonable  way,  the  most  efficient  way,  and  the  most  profitable 
way  for  themselves,  for  himself,  and  for  the  house. 

Salesmen  want  to  make  money  in  the  easiest  way.  They  have 
ideals  that  they  want  to  attain.  It  is  a shrewd  Sales  Manager  who 
can  show  the  salesmen  under  him  how  they  can  attain  their  ideals 
through  the  amount  and  quality  of  work  they  do  while  following 
the  plan  he  has  helped  them  outline. 

It  is  always  possible  for  the  Sales  Manager  to  find  out  what 
particular  aim  a salesman  has,  and  to  influence  that  salesman 
through  a personal  interest  in  the  attainment  of  that  particular 
aim,  if  it  leads  to  the  advancement  of  the  salesman  without  inter- 
fering with  the  work  that  the  Sales  Manager  desires  of  him. 

* 

Thus  it  is  possible  to  kill  two  birds  with  one  shot.  It  will  be 
seen  however  if  one  shoots  at  two  birds,  he  will  probably  miss  both; 
while,  if  one  aims  at  but  one  bird,  it  is  often  possible  for  the  two 
to  be  killed  when  they  are  in  a direct  line  from  the  hunter. 


The  Sales  Manager  can  take  his  tip  from  this,  and  see  to  it  that 
his  bird  is  the  bird  at  which  the  salesman  aims;  and,  if  the  salesman 
kills  the  second  bird,  so  much  the  better.  But,  above  all,  see  that 
the  salesman  realizes  the  importance  of  doing  the  things  he  ought 
to  do  to  make  your  house  more  successful. 
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Taking  a Heart  Interest  in  Salesmen 

The  Sales  Manager  would  hardly  attempt  to  sell  a customer 
with  the  tactics  he  sometimes  uses  on  his  salesmen.  He  would 
first  find  out  the  customer’s  interests,  and  then  fit  his  proposition 
to  the  needs  or  wants  of  that  customer  in  a manner  that  would 
make  the  customer  desire  his  goods,  and  be  satisfied  with  them 
after  they  were  bought.  Inasmuch  as  this  is  true,  there  is  no  reason 
why  he  should  not  sell  himself  to  the  salesman  working  under  him 
in  much  the  same  way  as  he  sells  himself  to  the  customer. 

The  principles  of  Salesmanship  should  not  be  ignored  by  the 
very  man  who  is  upholding  them  in  his  salesmen.  He  should  con- 
vince the  salesman  of  the  merit  of  his  product,  he  should  show  him 
how  to  answer  objections,  how  to  demonstrate  it,  and  so  on;  but 
without  a real  heart  interest  in  the  individual  salesman,  it  is  im- 
possible for  any  Sales  Manager,  no  matter  how  intelligent,  to 
achieve  the  success  that  could  otherwise  be  his. 

When  you  talk  with  a salesman  as  an  equal,  when  you  try  to 
understand  his  idiosyncracies  and  possibilities;  and  endeavor  to  fit 
the  opportunities  for  earning  and  advancement  in  your  line  to  his 
temperament  and  ambitions,  you  are  a long  way  on  the  road  to 
handling  that  man  through  domination.  It  is  all  right  to  dominate 
a salesman.  It  is  all  wrong  to  domineer  over  Mm. 

If  you  can  get  this  difference  between  the  two  words  in  mind,  and 
overcome  the  domineering  tendency  by  cultivating  the  dominating 
tendency,  you  will  find  it  possible  to  tie  your  salesmen  to  your 
proposition  in  a manner  that  will  make  them  feel  that  the  success 
of  the  business  rests  upon  them — and  they  will  work  so  much  the 
harder  to  fulfill  their  responsibilities  to  you  and  your  house. 

To  dominate  is  a worthy  purpose;  to  domineer  is  an  unworthy 
one.  Heart  interest  in  the  individual  salesman  in  such  a way  that 
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he  will  see  you  are  a personal  friend  of  his  as  well  as  a superior 
officer  in  the  institution  for  which  he  is  working,  will  go  a long 
way  toward  getting  that  man  to  listen  to  what  you  have  to  say  and 
follow  your  instructions.  You  can  talk  to  a salesman  as  you  wish, 
if  you  have  convinced  him  that  you  have  his  interests  at  heart  as 
much  as  those  of  the  firm.  Men  like  personal  interest.  Most  men 
find  it  impossible  to  live  positive  lives,  and  be  successes,  without 
somebody  who  believes  implicity  in  them. 

Keep  this  fundamental  of  human  nature  before  you  in  your  work. 
Apply  it.  Make  each  salesman  feel  that  you  are  going  to  help  him 
help  himself.  He  wants  to  stand  on  his  own  feet.  He  wants  to 
respect  himself.  You  cannot  do  any  of  his  work  without  tearing 
down  his  power  to  get  results;  but  you  can  show  him  better  ways  of 
doing  things  than  he  now  knows. 


Stimulation  Through  Pleasant  Home  Conditions 

Some  successful  Sales  Managers  prove  their  interest  in  the  families 
of  their  sales  force  by  giving  entertainments,  theater  parties,  con- 
ventions to  which  the  women  are  invited,  and  so  on.  But,  in 
addition  to  these  methods,  there  is  a more  subtle  way  of  showing 
the  salesman  that  the  house  is  interested  in  his  family,  and  in  seeing 
that  everything  is  right  at  home,  while  he  is  in  the  field.  This  is 
especially  true  of  the  house  that  employs  traveling  salesmen. 

Suppose,  for  example,  that  the  salesman  has  not  been  home  for 
several  weeks,  and  one  of  the  members  of  his  family  becomes  ill. 
Is  it  not  a duty  of  the  house  to  keep  informed  as  to  the  patient’s 
condition  and  see  that  the  best  medical  treatment  is  given?  This 
does  not  mean  that  the  house  is  obliged  to  pay  the  bills,  nor  does  it 
mean  that  it  should  unduly  interfere  with  the  home  institution; 
but,  as  a rule,  there  is  always  something  that  can  be  done,  when  the 
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house  has  a method  of  keeping  in  touch  with  the  salesman’s  family, 
to  show  them  that  there  is  a real  friend  on  whom  they  can  call  in 
case  of  need. 

Most  salesmen  make  sufficient  money  to  defray  their  household 
expenses;  so  the  financial  side  of  this  question  does  not  enter  in. 
But,  in  case  there  is  a necessity  for  an  outsider  taking  an  interest 
in  the  family  there  should  be  no  individual  as  willing  to  go  out  of 
his  way  for  the  family  as  the  Sales  Manager.  He  is  the  logical 
representative  of  the  house  under  such  conditions,  the  family 
should  feel  that  if  they  need  a friend,  they  can  call  on  him,  and  he 
will  do  everything  that  a family  friend  should  and  could  do. 

An  attitude  of  this  kind  makes  for  harmony  in  the  home.  The 
wife  and  the  children,  if  they  are  old  enough,  are  enthusiastic  about 
the  firm  for  which  the  husband  and  father  works;  and  are  likely  to 
handle  themselves  in  a manner  befitting  the  dignity  of  the  institu- 
tion the  head  of  the  family  represents  in  a given  field.  As  a matter 
of  fact,  it  is  the  exceptional  man  who  can  do  good  work  when  home 
conditions  are  not  right. 

If  home  conditions  are  negative,  if  the  wife  does  not  like  the  firm 
for  which  her  husband  works,  if  there  is  sickness  in  the  home,  the 
salesman  will  do  better  work,  if  he  knows  that  his  Sales  Manager, 
as  a personal  friend,  and  as  a representative  of  the  firm  he  is  em- 
ployed by,  will  do  everything  in  his  power  to  protect  his  family, 
should  the  occasion  require,  while  he  is  out  in  his  territory. 

The  individual  Sales  Manager  will,  of  course,  handle  conditions 
as  he  finds  them  to  the  best  of  his  ability.  He  will  apply  his  know- 
ledge of  Salesmanship  in  showing  his  heart  interest  to  each  salesman 
he  employs,  and  he  will  prove,  as  occasion  demands,  that  his  words 
are  not  empty  of  meaning. 
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Stimulation  Through  Sense  of  Ownership 

Some  firms  have  found  that  it  has  added  to  the  efficiency  of  their 
selling  forces  to  give  each  salesman  an  opportunity  to  become  a 
stockholder  in  the  business  as  soon  as  he  had  made  good.  When 
the  salesmen  realized  that  the  profits  of  their  holdings  depended  in 
a large  degree  upon  their  interest  in  the  work  of  selling,  that  in- 
terest was  usually  there. 

Where  this  was  done,  it  was  usual  to  either  sell  the  stock  to  the 
salesmen  on  easy  payments,  to  be  taken  out  of  salary  or  commis- 
sions; or  to  give  it  to  them  as  a yearly  bonus,  instead  of  increased 
salaries  or  high  commissions. 

Under  the  “interest  in  business”  stimulation  plan,  the  salesmen 
are  shown  that  good  work  on  the  part  of  the  individual  salesman 
will  make  him  in  a real  sense  a partner  in  the  business.  He  is  thus 
working  for  himself.  Every  extra  ounce  of  effort  he  puts  in  means 
more  profit  on  his  stock,  or  the  laying  up  of  a competence  against 
old  age. 

He  is  more  likely  to  stay  with  the  firm  employing  him,  for  he  is  a 
part  of  it.  He  cannot  eliminate  from  his  consciousness  the  effect 
of  what  he  does  on  the  value  of  the  stock  he  owns  and  this  makes 
him  especially  careful  to  see  that  each  customer  gets  that  degree  of 
satisfaction  that  will  make  him  a permanent  buyer. 

Again,  it  gives  the  salesman  a strong  personal  interest  in  improv- 
ing the  methods  in  use  by  his  firm.  He  feels  like  making  suggestions 
that  he  knows  will  help.  He  renders  service  to  the  house  because  he 
sees  where  it  will  return  to  him.  He  is  a permanent  acquisition, 
and  likely  as  not,  a profitable  one. 

When  a salesman  becomes  a part  owner  in  a business,  he  begins 
to  think  of  better  ways  of  selling  goods,  of  cutting  expenses,  of 
improving  the  merchandise — so  he  can  more  effectively  appeal  to 
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his  customers.  He  is,  in  a word,  an  employer  of  himself;  and  he 
realizes  it,  and  gives  himself  all  the  good  ideas  and  plans  and 
loyalty  it  is  possible  for  him  to  give. 

Square-Deal  Stimulation 

“A  square  deal  for  every  salesman”  is  a good  motto  for  Sales 
Managers  to  follow.  Every  man  wants  a square  deal.  Some,  if 
they  do  not  get  it,  will  doublecross  the  house  while  still  working  for 
it.  Others  will  quit  and  save  their  self-respect.  But,  one  way  or 
the  other,  there  is  a way  of  adjusting  things  to  the  satisfaction  of 
the  salesmen  as  well  as  to  that  of  the  Sales  Manager. 

If  there  is  a misunderstanding,  give  the  salesman  the  benefit 
of  the  doubt  until  you  get  all  the  facts  that  bear  upon  his  actions. 
If  he  is  wrong,  he  must  be  handled,  either  forcefully — so  the  same 
condition  will  not  occur  again — or  tactfully,  so  he  will  see  that  every 
effort  is  being  made  to  do  the  square  thing  by  him. 

If  you  can  show  a salesman  that  the  house  demands  a square, 
deal,  but  at  the  same  time  wants  to  give  him  a square  deal;  and, 
that  if  he  is  not  sure  the  treatment  he  is  receiving  at  any  time  is 
what  he  ought  to  have,  he  is  invited  to  take  the  matter  up  with 
you  direct,  you  have  taken  a long  step  towards  his  full  confidence. 
It  is  upon  confidence  that  the  salesmen  wrork  with  customers,  and 
it  hurts  the  average  salesman  if  he  is  not  given  as  good  treatment 
by  his  house  as  his  house  teaches  him  to  give  to  the  customers  he 
sells,  or  as  he  himself  feels  in  honor  bound  to  give. 

You  would  not  personally  approach  a customer  in  such  a manner 
that  he  would  know  it  was  your  desire  to  do  business  with  him  on  a 
“horse-trade”  basis.  It  is  just  as  impossible  to  get  the  confidence 
of  the  salesmen  working  under  you  without  first  convincing  them 
that  your  methods  are  right,  and  that  they  are  selling  for  an  estab- 
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lishment  that  makes  it  unnecessary  for  them  ever  to  apologize  for 
what  they  have  sold  for  you.  A salesman  wants,  first  of  all,  to 
know  that  he  can  revisit  any  customer  he  has  called  upon  with  full 
confidence  that  he  will  be  welcomed  because  of  the  service  his  house 
has  rendered  as  well  as  because  he  represented  his  goods  properly. 

There  is  a great  advantage  in  getting  the  salesman  to  see  his 
employer  is  on  the  square : (1)  with  himself ; (2)  with  the  salesman ; 

(3)  with  the  customer.  If  the  employer  thinks  right,  he  will  be 
square  with  himself;  if  he  backs  up  his  salesmen,  he  will  be  square 
with  the  salesman  individually;  and  if  he  delivers  the  promised 
quality  and  service,  he  will  be  doing  the  right  thing  by  the  customer. 

It  is  for  this  kind  of  an  establishment  that  the  best  salesmen  like 
to  work,  and,  inasmuch  as  it  is  only  through  positive-minded, 
confidence-getting,  enthusiastic  salesmen  that  a Sales  Manager  can 
hope  to  make  his  organization  effective,  everything  should  be  done 
to  attract  and  keep  the  right  kind  of  men  on  the  sales  force  of  an 
establishment  that  wants  to  taste  the  sweets  of  success  instead  of 
the  bitterness  of  failure. 


Sales  Conventions 

Sales  conventions  are  valuable  for  the  spirit  of  enthusiasm  they 
engender  in  the  sales  force.  When  conducted  along  proper  lines, 
which  would  mean  that  every  salesman  in  the  organization  must  be 
made  to  feel  at  home  and  feel  that  he  is  recognized  and  appreciated, 
they  help  boost  sales.  The  chief  value  of  conventions,  it  would 
seem  from  this,  is  that  they  tend  to  unify  the  sales  force;  and  make 
each  individual  in  it  more  in  harmony  with  the  policy  of  the  house, 
and  more  desirous  of  appearing  well  in  the  eyes  of  his  fellow  sales- 
men. 

As  a rule,  sales  conventions  are  held  once  a year.  The  slack 
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season  is  generally  used,  for  the  reason  that  it  has  not  been  found 
profitable  to  take  salesmen  out  of  their  territories  in  the  busy  season, 
and  thereby  miss  business  they  would  otherwise  get.  Nearly 
every  organization,  no  matter  how  well  organized,  has  a slack 
season;  and  this  is  used  to  the  best  advantage  by  the  house  when  it 
takes  a part  of  it  for  further  teaching  and  inspiring  its  business 
getters,  and  adding  to  their  loyalty. 

If  the  salesman  is  left  to  himself,  he  will  usually  think  only  of 
himself.  If  his  house  seems  to  care  only  for  the  business,  the  sales- 
man will  look  out  for  his  trade  as  if  it  were  his  own.  And,  in  such  a 
case,  much  of  the  trade  often  becomes  the  personal  property  of  the 
salesman. 

It  is  the  business  of  the  Sales  Manager  to  avoid  this  condition  of 
affairs.  The  customers  should  be  developed  into  “house  customers” 
and  not  entirely  “salesmen  customers.”  After  training  a salesman 
and  developing  his  field  through  advertising  and  house  service,  if  the 
salesman  changes  to  another  firm  that  offers  him  more  money,  the 
house  loses  both  a good  salesman  and  more  or  less  developed 
business. 

Sales  conventions  enable  the  Sales  Manager  to  better  direct  and 
control  the  salesmen  both  of  which  make  for  a firmer  house  control 
of  the  customers  in  the  salesmen’s  territories.  Through  an  ex- 
change of  experiences,  the  salesmen  increase  their  degree  of  self- 
confidence  and  ability;  they  get  acquainted  with  the  administrative 
and  manufacturing  ends  of  the  business. 

This  helps  to  develop  a “one  for  all,  and  all  for  one”  spirit — a 
spirit  that  makes  a salesman  proud  to  be  a member  of  the  firm,  and 
willing  to  work  hard  for  its  interests,  knowing  that  it,  in  turn,  will 
take  care  of  him  with  increased  income  based  upon  an  increase  in 
the  quality  and  quantity  of  his  sales. 
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Weekly  or  Monthly  Meetings 

Some  very  successful  Sales  Managers  get  their  salesmen  together 
as  often  as  possible,  to  talk  over  the  conditions  in  the  field;  and  to 
make  comparisons  of  the  work  done  by  the  salesmen.  When  this 
is  done,  each  salesman,  because  of  his  desire  to  make  a good  showing 
before  his  fellows,  strives  to  make  his  sales  record  one  of  which  he 
will  not  be  ashamed.  A salesman  who  would  not  ordinarily  work 
for  a top-notch  position  on  the  force,  is  often  stimulated  to  do  his 
best  because  of  the  necessity  of  his  appearing  at  these  weekly  or 
monthly  meetings  to  answer  for  his  work. 

It  is  not  practical  to  call  salesmen  together  once  a week  with 
many  concerns.  True,  there  are  some  firms  that  find  it  possible 
to  have  weekly  meetings,  either  on  Saturday  or  Monday  prefer- 
ably, although  any  open  day  may  be  used.  If  there  is  little 
business  on  Monday  morning  in  a particular  line,  the  salesmen 
are  called  together  for  an  hour  early  Monday  morning;  if  there  is 
little  or  no  business  on  Saturday,  the  salesmen  are  called  together 
on  Saturday  morning  or  afternoon. 

The  tendency,  however,  is  to  get  the  men  willing  to  hold  such 
meetings  outside  of  working  hours;  then  there  is  no  interference 
with  regular  business.  It  is  hardly  necessary  to  say  that  an  evening 
agreed  upon  as  right  by  all  the  salesmen,  or  a majority  of  them, 
should  be  taken  in  preference  to  an  evening  about  which  the  sales- 
men were  not  consulted.  The  practical  Sales  Manager  always 
goes  out  of  his  way  to  give  the  salesmen  working  under  him  an 
opportunity  to  express  themselves;  and,  as  far  as  business  conditions 
permit,  he  accepts  the  salesmen’s  attitude  and  viewpoint  as  reason- 
able. 

Whenever  a meeting  takes  place,  only  matters  that  bear  on  the 
salesmen’s  work,  and  their  attitude  toward  the  house,  are  con- 
sidered. The  policy  of  the  house  is  dwelt  upon.  It  often  happens 
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that  the  Credit  Man  will  speak  about  his  method  of  opening  new 
accounts,  and  how  the  salesmen  can  cooperate  with  him  and  the 
house  by  seeing  that  all  possible  necessary  information  about  the 
customer  is  obtained  by  the  salesman  selling  him. 

These  meetings  furnish  abundant  opportunity  for  the  Sales 
Manager  to  turn  loose  the  Advertising  Manager  and  the  heads  of 
different  departments  whose  work  in  any  way  relates  to  that  of  the 
sales  force.  Salesmen  are  intolerant  of  useless  information.  They 
do  not  always  care  to  listen  to  “ginger  talks.”  But,  as  a rule,  they 
are  in  the  market  for  all  the  information  they  can  get  that  will  help 
them  increase  their  incomes  and  sell  more  merchandise  by  using  bet- 
ter methods. 


Working  by  Schedule — Systematic  Use  of  Time 

The  Sales  Manager  who  can  influence  and  develop  his  salesmen 
to  want  to  keep  to  a time  schedule  has  gone  a long  way  toward 
making  a success  of  his  end  of  the  business.  Salesmen,  as  a class, 
are  prone  to  waste  time.  It  is  not  always  the  fault  of  the  salesman 
that  this  is  so.  Customers,  when  they  have  bought  a bill  of  goods 
from  a salesman,  if  they  happen  to  like  the  salesman’s  personality 
and  find  him  an  interesting  talker,  are  likely  to  keep  him  longer  than 
is  expedient  from  the  salesman’s  standpoint. 

It  is  the  duty  of  the  Sales  Manager  to  show  each  salesman  he 
employs  how  to  make  a good  get  away.  It  is  none  the  less  his  duty 
to  show  the  salesman  how  to  get  down  to  “brass  tacks”  and  talk 
directly  to  the  point,  rather  than  to  generalize  about  his  goods. 
The  salesman  may  have  in  him  the  qualities  that  make  for  success, 
and  yet  lack  in  the  analytical  qualities  that  the  Sales  Manager  has. 
In  such  a case,  the  only  hope  of  making  the  salesman  a success  is 
to  give  him  a plan  of  action  that  will  help  him  make  efficient  use  of 
his  time. 
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Especially  is  it  true,  if  the  salesman  is  the  “heart”  type  of  man, 
that  he  will  require  the  “brain”  help  of  the  Sales  Manager.  The 
salesman  who  is  willing  to  work  may  fall  short  of  success  because  the 
Sales  Manager  does  not  think  for  him.  The  position  held  by  the 
Sales  Manager  is  a responsible  one,  and  he  usually  is  a big  factor  in 
determining  the  success  of  every  individual  selling  under  him,  for, 
if  he  is  made  of  the  right  material  himself,  he  will  teach,  and  guide 
the  salesman  in  the  way  he  should  go,  until  it  becomes  automatic. 

A few  minutes  saved  here  and  there  will  make  it  possible  for  the 
salesman  to  make  more  calls  during  the  day,  and  thereby  increase 
his  sales.  If  the  salesman  has  no  regard  for  his  time,  it  is  the  busi- 
ness of  the  Sales  Manager  to  show  him  that  he  can  increase  his 
earnings,  as  well  as  better  perform  his  duty  to  the  house,  by  check- 
ing himself  up;  and  using  his  time  in  such  a manner  that  each 
minute  of  it  will  be  working  toward  a greater  amount  of  sales. 
Sales  Managers  who  know  do  not  try  to  dominate  the  salesman,  but 
seek  rather  to  develop  the  salesman  so  he  himself  will  realize  that 
time  means  money,  and  therefore  use  his  time  to  the  best  possible 
advantage — by  schedule,  as  it  were. 


Use  of  Quota  in  Sales  Work 

The  quota  is  a set  amount  that  is  to  be  reached  during  a definite 
time.  It  is  a widely  used  method  of  stimulating  salesmen.  Each 
salesman  is  caused  to  feel  that  he  must  make  his  quota.  He  knows 
that  his  standing  with  the  house  depends  on  his  making  it,  because 
it  has  been  based  on  his  back  record,  on  the  record  of  another 
salesman  in  the  same  territory,  or  upon  what  is  being  accomplished, 
with  a similar  line  of  merchandise.  In  any  case,  it  is  reasonable 
and  the  salesman  accepts  it  as  a duty  to  make  his  quota  because 
he  realizes  that  it  is  reasonable. 
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Sales  contests  are  often  held  in  which  each  man  is  urged  to  do  his 
utmost  to  make  his  quota,  or  to  exceed  it,  as  the  possibilities  appear 
to  warrant.  These  sales  contests  are  often  worked  out  with  a 
rising  scale  of  commissions,  or  a special  prize  or  bonus  in  mind. 
When  the  salesman  has  made,  say,  67  per  cent  of  his  quota — which 
is  the  standard  of  sales  set  for  the  salesman  by  his  house — he  begins 
to  earn  larger  commissions,  or  get  a bonus  in  some  other  way. 
It  is  customary  to  increase  this  bonus  as  the  salesman  nears  the 
quota,  or  standard.  After  the  quota  is  made,  and  a new  and 
larger  maximum  sales  total  for  the  territory  is  established,  the 
quota  can  be  raised  and  thus  the  productiveness  of  the  territory 
has  been  increased. 

Men  are  boys  grown  up.  Men  are  stronger  and  better  educated, 
to  be  sure,  but  they  have  the  same  instinctive  loves  and  hates; 
and,  when  men  love  and  hate,  they  do  so  even  more  intensely  than 
they  did  when  they  were  boys.  Men  play  at  business  as  intensely 
as  they  did  at  games  when  they  were  boys.  Sales  Managers  have 
found  that  once  they  can  induce  their  salesmen  to  lose  themselves 
in  the  game  of  selling,  the  house  profits  much  more  than  would  be  the 
case  if  the  salesmen  regarded  their  work  as  work.  The  game  spirit, 
which  can  be  encouraged  by  any  scientific  Sales  Manager  without 
danger  of  overdoing  it,  will  make  each  salesman  turn  his  work  into 
play;  and  incidentally  take  a greater  interest  in  it — in  a word,  the 
salesman  will  lose  himself  in  the  pushing  of  his  proposition. 

There  are  few  men  who  have  not  at  one  time  or  another  been 
members  of  a “gang.”  The  gang  spirit  survives  in  those  who  have 
experienced  loyalty  to  the  gang  in  youth.  The  Sales  Manager  often 
utilizes  this  primary  instinct  of  loyalty  to  the  gang  by  separating 
his  salesmen  into  two  opposing  groups,  and  calls  one  of  them,  for 
instance,  the  “reds”  and  the  other  the  “blues.”  The  reds  fight  for 
and  help  one  another,  in  order  that  the  blue  team  may  be  defeated; 
the  blues  fight  for  and  help  one  another,  that  the  reds  may  be  de- 
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feated.  And  the  harder  the  two  teams  fight,  the  more  business 
rolls  into  the  house. 

Many  Sales  Managers  give  a banquet,  or  get  the  losing  side  to 
give  the  winning  side  a banquet,  or  an  entertainment,  at  the  end 
of  the  contest.  Conditions  in  the  selling  force  should  determine 
whether  it  is  policy  to  get  the  losing  salesmen  to  pay  for  the  ban- 
quet, or  if  the  firm  itself  should  pay  for  the  “feed”  for  its  men. 
At  this  banquet,  to  which  the  wives  and  sweethearts  of  the  sales- 
men are  often  invited,  the  pace-makers  are  usually  called  upon  to 
tell  “how  they  did  it,”  and  everybody  gets  a lot  of  fun  out  of  the 
evening,  while  the  Sales  Manager  has  the  satisfaction  of  seeing  his 
salesmen  stimulated  for  further  good  selling. 


Stimulating  Salesmen  Through  The  Bonus  Plan 


In  addition  to  salary,  commission,  or  salary  and  commissions,  or 
to  take  the  place  of  commission,  many  firms  have  a bonus  system  on 
sales  made.  The  idea,  in  a nutshell,  is  this:  The  salesman  is 
expected  to  reach  a definite  quota  to  earn  his  salary,  or  he  is  expected 
to  reach  a point  in  his  quota  which  has  been  arbitrarily  set  by  the 
management.  When  he  passes  his  quota,  or  this  point  in  his  quota, 
he  is  entitled  to  an  increased  commission  on  the  sales  he  makes.  He 
may,  in  some  instances,  be  given  this  bonus  on  a gradually  increasing 
scale  after  he  has  sold  the  first  ten,  twenty,  or  any  arbitrary  set 
percent  of  his  quota.  In  many  cases,  this  bonus  is  given  on  the 
gross  amount  of  sales  made;  in  other  cases,  it  is  given  on  the  net 
amount  of  profits  resulting  from  his  sales. 

It  is  necessary  that  the  time  set  for  the  distribution  of  a bonus 
to  a salesman  be  not  so  remote  as  to  discourage  his  best  efforts. 
For  instance,  if  the  salesman  is  to  be  paid  his  bonus  once  a year,  the 
long  time  it  takes  for  him  to  earn  it  may  lessen  the  incentive  that 
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the  bonus  is  supposed  to  give  that  salesman  for  effective  work. 
The  salesman  should  not  be  asked  for  an  efficiency  that  is  unattain- 
able or  unusual  before  he  begins  to  be  paid  the  bonus.  The  best 
work  of  the  average  salesman  should  be  the  point  where  the  standard 
is  set,  and  somewhere  under  this  an  arbitrary  point  is  necessary, 
where  the  bonus  principle  begins  to  take  effect.  Then  there  will 
be  every  reason  why  the  average  salesman  will  work  hard  to  exceed 
his  past  performances. 

Perfect  efficiency  may  be  placed  at  100  percent.  The  bonus  plan 
may  well  start  when  a man  has  reached  two-thirds  of  his  possible 
efficiency.  It  is  exceedingly  important  that  each  salesman  be  kept 
informed  of  his  position  with  regard  to  the  bonus,  and  stimulated 
to  earn  it.  The  purpose  of  the  management  should  be  to  have  each 
salesman  earn  a bonus,  if  this  can  be  done  without  increasing  the 
efforts  of  the  individual  salesman  to  a point  that  is  hurtful  to  his 
future  selling  ability,  and  the  service  rendered  the  customers  for  the 
sake  of  future  business. 

The  following  plan  is  suggestive : When  the  salesman  reaches  67 
percent  efficiency,  he  has  made  his  quota;  from  67  to  70  percent 
he  earns  a bonus  of  less  than  one  percent;  from  70  to  80  percent,  he 
earns  a bonus  of  say,  1 to  3 percent;  from  80  to  90  percent,  he  earns 
an  extra  bonus  of  from  3 to  5 percent;  and  from  90  tolOO  percent 
efficiency,  he  earns  a bonus  of  from  5 to  10  percent.  After  the 
salesman  reaches  100  percent,  and  firmly  establishes  his  ability  to 
stay  there,  salary  or  commission  arrangements  should  be  adjusted 
upwards,  and  a new  and  higher  target  to  shoot  at  should  be  set. 

Quotas  should  not  be  made  unreasonably  high,  and  100  percent 
should  be  the  standard  of  what  the  best  salesmen  can  accomplish 
without  over-work.  An  overambitious  salesman  might  over-exert 
himself,  and  thus  ruin  himself  temporarily  or  permanently  for  future 
Salesmanship  by  trying  too  hard  to  win  the  bonus  above  what  an 
efficient  man  should  do. 
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Records  of  Sales  and  of  Salesmen 

It  has  been  found  advantageous  to  keep  records  of  individual 
salesmen.  It  has  also  proved  of  value  to  keep  a record  of  the  total 
amount  of  sales  during  each  month  of  a year,  that  these  records  can 
be  compared  from  month  to  month  and  from  year  to  year.  For 
instance,  January  of  last  year  would  be  compared  to  January  of 
this  year.  January  of  last  year  would  undoubtedly  furnish  a basis 
for  the  quota  of  January  for  this  year.  It  has  also  been  found 
profitable  to  keep  the  records  of  individual  salesmen  separate  so 
each  man  can  be  induced  to  make  his  quota  because  he  has  made  it 
before,  or  nearly  approached  it — under  conditions  not  as  favorable 
as  the  present  ones. 

This  year’s  records,  kept  day  by  day,  week  by  week,  month  by 
month,  are  filed  away  for  comparison  in  the  years  to  come.  The 
individual  salesman  feels  he  simply  must  not  fall  down  on  what  he 
did  last  year.  He  knows  the  house  is  depending  on  him,  and  that  it 
will  have  an  exact  record  of  the  kind  of  salesmanship  ability  he 
shows,  which  will  stand  on  the  books  of  that  house  for  the  rest  of 
his  natural  life.  The  mere  thought  that  his  record  will  face  him  in 
the  future  makes  him  determine  to  make  it  a record  of  which  he 
can  be  proud.  His  natural  ambition  is  intensified.  The  house  is 
keeping  the  record  for  its  own  good,  and  in  order  to  promote  and 
advance  the  earning  power  of  its  salesmen.  No  salesman  will 
object  to  a record  of  himself  which  is  going  to  be  used  for  him. 

That  being  true,  record  keeping  puts  a man  on  his  personal 
ability.  He  cannot  “bluster.”  He  cannot  “bluff.”  The  record 
checks  him  up.  If  he  is  making  a profit  for  the  house,  it  will  show 
in  the  record.  If  he  is  loafing,  he  will  not  be  getting  the  business; 
and  the  record  will  show  it.  If  he  is  spending  more  than  he  should 
for  expenses,  the  record  stands  to  accuse  him.  Salesmen  of  the 
old  type  often  object  to  working  for  a house  that  checks  them  too 
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closely;  but  that  is  the  real  reason  for  the  record — to  make  it  pos- 
sible for  the  management  to  improve  its  efficiency  as  well  as  profit 
the  salesman. 


Holding  Up  the  Pace-Setters 

There  is  hardly  a salesman  who  will  not  do  his  best  when  he 
knows  that  as  a result  of  his  good  work  he  will  get  his  picture  in  the 
house  organ,  or  get  a strong  write-up  concerning  his  work.  Sales- 
men like  to  be  mentioned  as  “hundred  pointers,”  to  have  their 
names  on  the  merit  list,  to  be  “honor”  men.  They  like  to  tell 
their  experiences  in  meeting  and  selling  individual  customers. 
A personal  letter  of  commendation  from  his  employer,  or  Sales 
Manager,  will  make  the  average  salesman,  even  though  he  be  a 
pace-maker,  feel  more  like  working. 

Salesmen  are  social  beings.  They  like  to  be  respected.  They 
like  to  be  honored.  They  object  to  superficial  honors,  unless  there 
is  a real  feeling  behind  the  intrinsic  value  of  the  reward  given. 
Salesmen  will  work  for  recognition.  They  will  work  for  an  exten- 
sion of  acquaintanceship  and  friendship.  They  will  work  to  earn 
larger  commissions.  They  will  work  for  promotion.  They  are 
peculiarly  susceptible  to  pleas  that  they  shall  be  loyal  to  the  house, 
if  the  house  proves  by  its  policy  and  actions  that  it  is  loyal  to  its 
men. 

When  a contest  gets  started,  the  pace-makers  are  held  up  to  the 
salesmen  who  are  making  good,  but  not  doing  so  well  as  the  pace- 
makers. The  pace-maker  is  “patted  on  the  back.”  The  individual 
salesmen  are  urged  to  get  to  the  front.  Each  salesman  is  en- 
couraged to  consider  the  man  just  ahead  of  him  as  his  pace-setter, 
and  helped  to  get  ahead  of  him.  Where  it  is  necessary,  of  course, 
disciplinary  methods  are  used.  The  endeavor,  however,  is  to  get 
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each  salesman  to  approach  the  results  achieved  by  the  pace-maker 
as  closely  as  possible. 

Once  a spirit  of  competition  gets  into  a sales  organization,  its 
salesmen  are  so  busy  overcoming  the  competition  of  its  own  sales- 
men that  they  do  not  worry  much  about  outside  competition.  They 
get  the  business  because  each  salesman  feels  that  his  personal  honor 
is  at  stake.  He  feels  he  must  not  fall  behind.  He  sticks  his  chin 
forward,  and  runs  the  race  for  more  business.  He  keeps  his  eye 
on  the  man  ahead,  not  on  the  man  behind.  He  is  kept  thinking 
how  much  more  profit  he  can  make  rather  than  how  much  he  has 
already  made.  He  is  kept  striving  to  do  more  and  get  better  busi- 
ness than  the  man  just  ahead  of  him;  he  forgets  that  he  has  done 
pretty  well — well  enough  to  satisfy  him  if  there  was  no  stimulation 
behind  him — compared  to  the  man  behind. 


Bringing  Out  Positive  Points  of  the  Product 

There  is  hardly  an  article  of  merchandise  on  the  market  today 
that  has  not  some  particular  positive  points  of  merit  that  will 
influence  customers  to  buy  when  properly  presented.  The  keenly 
alive  Sales  Manager  talks  about  his  merchandise  so  enthusiastically 
that  the  individual  salesmen  catch  the  spirit,  and  go  out  and  sell 
against  merchandise  that  is  equally  good  in  all  points  or  even 
better  in  some.  The  Sales  Manager  who  wants  to  stimulate  his 
salesmen  will  find  a fruitful  field  of  results  in  positive  knowledge  of 
his  goods. 

There  are  on  the  market  today  several  makes  of  typewriter,  each 
of  which  is  selling  in  competition  with  the  other — and  no  one  of 
which  in  actual  fact  materially  excels  the  others.  A typewriter  is  a 
typewriter  and  that  is  about  all  there  is  to  it  in  the  present  day  when 
each  company  must  produce  a machine  capable  of  meeting  business 
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requirements.  But,  there  are  “talking  points”  to  each  machine 
that  fit  it  particularly  for  certain  work,  or  certain  types  of  steno- 
graphers. 

These  talking  points  are  used  to  great  advantage  by  the  com- 
panies in  advertising.  Their  salesmen  dwell  at  length  on  the 
superior  features  in  the  machine  being  sold.  Stenographers  and 
typewriter  operators  become  so  prejudiced  in  many  cases  that  it  is 
necessary  to  cater  to  them  to  the  limit  in  order  to  get  a new  machine 
placed  on  trial.  A stenographer  learns  to  run  a certain  typewriter. 
All  others  are  often  considered  as  “no  good,”  or  inadequate  to  meet 
the  demands  of  that  particular  stenographer;  when  in  truth  there 
may  be  several  machines  which  will  equally  well  serve  his  or  her 
purpose. 

When  the  typewriter  salesman  once  learns  the  training  of  the 
stenographer,  whether  she  be  a sight  or  a touch  operator,  and  knows 
the  kind  of  work  she  is  doing,  as  well  as  the  types  of  machines  she 
has  operated  in  the  past,  he  can  pick  out  the  particular  points  of 
advantage  in  his  machine  and  convince  her  that  she  will  do  the 
best  thing  for  herself,  in  getting  speed,  accuracy,  and  ease  of 
operation,  by  recommending  it  to  her  employer. 

The  real  talking  points  for  your  product  may  be  entirely  outside 
the  product  itself.  See  that  your  salesmen  know  the  facts  before 
they  attempt  to  sell.  It  might  be  mentioned  here  that  the  duty 
of  a Sales  Manager  is  to  sell  his  product.  He  should  manage  the 
sales.  If  profits  are  bigger  by  making  a change  in  the  product  that 
does  not  decrease  its  value  to  the  consumer,  such  changes  may  be 
made  after  deliberate  consideration.  However,  no  changes  are  to 
be  made  that  do  not  add  to  the  salability  or  reliability  or  utility 
of  your  merchandise,  for  this  would  add  expense  without  oppor- 
tunities of  getting  it  back  in  profits. 
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We,  Ours,  Us  Versus  I,  Mine,  Me 

The  haphazard  Sales  Manager  is  often  the  “big”  salesman,  who 
has  been  promoted  because  of  good  service  in  the  field.  He  is  a 
“somebody.”  It  is  evident  that  the  firm  appreciated  him.  It  is 
not  always  so  evident  that  he  is  appreciated  by  his  salesmen.  A 
Sales  Manager  has  attained  a dignity  in  business  which  entitles 
him  to  respect  and  credit  for  the  “hard  licks”  he  has  put  in.  But 
even  the  evident  worth-whileness  of  his  position  in  the  Company 
r does  not  give  a Sales  Manager  carte  blanche  to  conduct  himself  as 
he  pleases  toward  other  salesmen,  who  are  now  working  either  with 
him  or  under  him.  He  must  give  them  consideration,  or  the 
discipline  of  the  organization  will  suffer.  He  must  consider  them 
as  a part  of  the  organization;  if  not  because  he  recognizes  them  as 
equals,  because  he  appreciates  that  each  one  of  them  is  doing  his 
best  to  make  good,  even  as  he  himself  has  made  good. 

In  fact,  prominent  Sales  Managers  have  found  it  better  to  con- 
sider the  salesmen  in  much  the  same  manner  as  they  in  the  past 
considered  their  customers.  The  attitude  that  “the  customer  is 
always  right”  was  generally  considered  as  applicable  when  dealing 
with  a customer  who  was  about  to  spend  or  who  had  spent  money 
with  the  firm;  and  this  attitude,  when  applied  to  the  salesmen 
t becomes  “the  salesman  is  as  much  a part  of  this  firm  as  I am.” 

The  successful  Sales  Managers  deal  with  their  salesmen  on  a 
basis  of  “WE  will  push  this  deal” — “OUR  house  is  ready  to  serve” 
* — “this  is  the  right  thing  for  US  to  do,”  rather  than  “I  will  push  this 
deal” — “MY  house  is  ready  to  serve” — “this  is  the  right  thing  for 
ME  to  do.”  When  the  Sales  Manager  makes  an  appeal  to  his 
sales  force  as  though  they  were  a part — and  an  important  part — of 
the  house,  each  man  will  feel  that  the  success  of  the  campaign  for 
business  is  resting  in  part  on  his  shoulders;  that  he  must,  if  he  is  to 
retain  his  self-respect,  and  the  confidence  of  the  firm,  get  behind 
the  band-wagon  and  do  some  personal  pushing. 
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SELF -QUIZ  OR  SELF  ANALYSIS  PERSONAL  EFFICIENCY 

TESTS 

1 —AS  A MATTER  OF  COMMON  JUSTICE , DO  I AVOID  DRIVING  THE  SALESMEN 
I DIRECT;  BUT  STUDY  EACH  MAN,  LEAD  HIM  THROUGH  SUPERIOR 
KNOWLEDGE  AND  DISCERNMENT,  SHOW  EACH  MAN  I AM  PERSONALLY 
INTERESTED  IN  HIM,  AND  GIVE  “A  SQUARE  DEAL"  TO  ALL ? 

2 . —DO  I REALIZE  THAT  WHAT  SALESMEN  NEED,  AS  MUCH  AS  ANYTHING 

ELSE,  IS  THE  RIGHT  KIND  OF  APPRECIATION  AND  ENCOURAGEMENT ? 

3 . —DO  I GIVE  EACH  SALESMAN  I DIRECT  THE  SAME  HUMAN  CONSIDERATION 

AND  KINDNESS  THAT  I SHOW  TOWARD  OTHERS ? 

4 . —DO  I GET  THE  CONFIDENCE  OF  THE  SALESMEN  I DIRECT,  MAKE  THEM 

FEEL  THAT  THEY  ARE  A PART  OF  THE  FIRM,  SHOW  THEM  THAT  THEY 
ARE  WORKING  FOR  ME,  AS  WELL  AS  THE  HOUSE,  AND  URGE  THEM  TO 
HELP  ME  SUSTAIN  THE  REPUTATION  OF  THE  SALES  DEPARTMENT ? 


5. — DO  I USE  A "KICK"  OR  A "PUSH"  OR  A "PULL,"  DEPENDING  UPON  CIRCUM- 

STANCES AND  MY  BEST  JUDGMENT,  TO  GIVE  A SALESMAN  WHO  IS  NOT 
PRODUCING  AS  HE  SHOULD,  THE  MENTAL  STIMULUS  THAT  WILL  HELP 
HIM  OVERCOME  NEGATIVE  CONDITIONS? 

6 . —WHEN  I MUST  SAY  HARSH  THINGS  TO  ONE  OF  THE  SALESMEN  I DIRECT , 

DO  I DO  SO  IN  A DIPLOMATIC  WAY  THAT  LEAVES  THE  SALESMAN  NO 
COME-BACK? 

7.  —DO  I APPRECIATE  THAT  THE  IDEAS  OF  A SALESMAN  OF  THE  "RIGHT 

SORT"  ARE  WORTHY  OF  CONSIDERATION , IF  NOT  ACCEPTANCE? 

8 . —DO  I APPRECIATE  THAT  I CANNOT  SHOW  FULL  PERSONAL  INTEREST 

IN  A SALESMAN  UNLESS  I AM  HIS  FRIEND—  WHICH  DOES  NOT  NECES- 
SARILY MEAN  I MUST  "MIX"  WITH  HIM  SOCIALLY ? 

9.  — WHEN  I FIND  IT  NECESSARY  TO  "CALL  DOWN"  A SALESMAN,  DO  I DO  SO 

PRIVATELY , MAKING  NO  MENTION  OF  IT  TO  OTHERS,  SO  THAT  THE  SALES- 
MAN WILL  REALIZE  I HAVE  SPOKEN  TO  HIM  FOR  HIS  OWN  GOOD  AND 
WITH  NO  INTENTION  OF  EMBARRASSING  HIM? 

10. — DO  I PROVE  TO  THE  DISOBEDIENT  SALESMAN  THAT  "MY  WAY"  IS  THE 
"BEST  WAY,"  TO  THE  END  THAT  HE  WILL  BE  INFLUENCED  TO  CO- 
OPERATE WITH  ME  AND  MAKE  MY  PLANS  A SUCCESS? 

11  .—DO  I APPEAL  TO  BOTH  IDEALS  AND  THE  DESIRE  TO  MAKE  MONEY  IN  THE 
SALESMEN  I DIRECT,  SO  THAT  THEY  WILL  FALL  IN  LINE  WITH  THE  PLANS 
I HAVE  FORMED,  WHICH  WILL  ENABLE  THEM  TO  MEASURE  UP  TO  THEIR 
OWN  IDEAS  OF  MANHOOD? 
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12.  — DO  I LEARN  THE  HOBBY  OF  EACH  SALESMAN  I DIRECT , TAKE  A PERSONAL 

INTEREST  IN  THE  SUCCESS  OF  THAT  HOBBY , SO  THAT  I CAN  INFLUENCE 
THE  SALESMAN  TO  KEEP  HIS  HOBBY  SUBORDINATED  TO  THE  GETTING 
OF  ORDERS? 

13 . —DO  I “SELL”  MYSELF  AND  MY  PLANS  TO  THE  SALESMEN  I DIRECT  IN  THE 

SAME  MANNER  AS  I WOULD  “SELL”  MYSELF  AND  MY  SERVICE  TO  THE 
TRADE? 

* U.—DO  I “DOMINATE”  THE  SALESMEN  I DIRECT  THROUGH  INTELLECTUAL 
SUPERIORITY  AND  KNOWLEDGE  OF  MY  PROPOSITION , RATHER  THAN 
“DOMINEER”  OVER  THEM  BECAUSE  OF  MY  AUTHORITY? 


r 15.— DO  I MAKE  EACH  SALESMAN  I DIRECT  FEEL  THAT  I WILL  BE  A “FRIEND 
IN  NEED”  IN  CASE  OF  SICKNESS  OR  ACCIDENT  TO  HIMSELF  OR  FAMILY? 


16 .—DO  I SHOW  EACH  SALESMAN  THAT  HE  IS  A PART  OF  THE  BUSINESS,  THAT 
HE  IS  WORKING  FOR  HIMSELF,  AND  THAT  EVERY  EXTRA  OUNCE  OF  EF- 
FORT HE  PUTS  IN  MEANS  MORE  PROFIT  TO  HIM? 


17. — DO  I GIVE  EACH  SALESMAN  A SQUARE  DEAL,  SO  THAT  THE  UNFAIR  MAN 
WILL  NOT  “DOUBLE  CROSS”  THE  HOUSE  WHILE  WORKING  FOR  IT,  AND 
TO  AVOID  LOSING  THE  HONORABLE  MAN  WHO  WILL  QUIT  TO  SAVE  HIS 
SELF-RESPECT? 


18.— IN  CASE  OF  A MISUNDERSTANDING,  DO  I ALWAYS  GIVE  THE  SALESMEN 
THE  BENEFIT  OF  THE  DOUBT  UNTIL  I HAVE  OBTAINED  ALL  THE  FACTS 
THAT  HAVE  A BEARING  UPON  HIS  ACTIONS? 


19. — IF  A SALESMAN  DOES  WRONG,  DO  I HANDLE  HIM,  EITHER  FORCEFULLY— 
SO  THAT  THE  SAME  WRONG  WILL  NOT  OCCUR  AGAIN— OR  TACTFULLY , 
SO  HE  WILL  SEE  THAT  EVERY  EFFORT  IS  BEING  MADE  TO  GIVE  HIM  MORE 
THAN  A SQUARE  DEAL? 


20 .—DO  I URGE  THE  SALESMEN  I DIRECT  TO  GET  IN  TOUCH  WITH  ME  PER * 
SONALLY  WHEN  THEY  ARE  RECEIVING  TREATMENT  THAT  DISSATISFIES 
THEM,  TO  THE  END  THAT  I MAY  STRAIGHTEN  THINGS  OUT  IN  A MANNER 
THAT  WILL  MERIT  THEIR  GOOD  WILL? 


21  —DO  I SHOW  THE  SALESMEN  I DIRECT  THAT  MY  METHODS  ARE  RIGHT  AND 
THAT  THEY  ARE  SELLING  FOR  AN  ESTABLISHMENT  FOR  WHICH  THEY 
WILL  NOT  NEED  TO  APOLOGIZE,  AND  WHICH  WILL  RENDER  THE  CUSTOMER 
ALL  THE  SERVICE  DUE  HIM? 


22.— DO  I UTILIZE  THE  SALES  CONVENTION  IDEA  TO  ENGENDER  ENTHUSIASM 
INTO  THE  SALESMEN  I DIRECT,  MAKING  EACH  SALESMAN  FEEL  AT 
HOME,  SO  HE  WILL  KNOW  HE  IS  RECOGNIZED  AND  APPRECIATED ? 
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23. — DO  I AVOID  HOLDING  THE  CONVENTION  IN  THE  BUSY  SEASON , WAITING 

FOR  THE  SLACK  SEASON  WHEN  THE  MINIMUM  AMOUNT  OF  BUSINESS 
WILL  BE  LOST  THROUGH  SUCH  A GATHERING ? 

24.  — DO  I UTILIZE  THE  ENTHUSIASM  A SALES  CONVENTION  ENGENDERS , TO 

GET  THE  SALESMEN  I DIRECT  TO  DEVELOP  "HOUSE  CUSTOMERS"  INSTEAD 
OF  " SALESMEN  CUSTOMERS"? 

25. — DO  I DEVELOP  A "ONE  FOR  ALL , AND  ALL  FOR  ONE"  SPIRIT,  SO  THAT  EACH 

SALESMAN  WILL  BE  PROUD  TO  BE  AN  EMPLOYE  OF  THE  FIRM,  AND  WILL- 
ING TO  WORK  HARD  FOR  ITS  INTERESTS? 

26. — DO  I GET  THE  SALESMEN  I DIRECT  TOGETHER  AS  OFTEN  AS  POSSIBLE, 

TO  TALK  OVER  CONDITIONS  IN  THE  FIELD,  AND  TO  MAKE  COMPARISONS 
OF  THE  WORK  DONE  BY  THE  VARIOUS  SALESMEN? 


27.— DO  I CONSULT  THE  SALESMEN  I DIRECT  AS  TO  THE  TIME  THE  MAJORITY 
OF  THEM  PREFER  TO  HOLD  A "GET  TOGETHER"  MEETING? 


28.— DO  I LARGELY  CONFINE  THESE  MEETINGS  TO  MATTERS  THAT  BEAR  ON 
THE  SALESMEN’S  WORK,  AND  THEIR  ATTITUDE  TOWARD  THE  HOUSE, 
GETTING  AND  GIVING  SUGGESTIONS  THAT  WILL  BE  OF  BENEFIT ? 


29. — DO  I SHOW  EACH  SALESMAN  I DIRECT  HOW  TO  MAKE  A GOOD  GET-AWAY, 
SO  THAT  HE  WILL  NOT  WASTE  TIME  IN  "VISITING"  WITH  CUSTOMERS? 


30 . —DO  I AVOID  TRYING  TO  MAKE  MY  SALESMEN  REPRODUCTIONS  OF  MY- 

SELF, BUT  DEVELOP  A PLAN  OF  ACTION  THAT  WILL  ENABLE  EACH  MAN 
TO  MAKE  THE  MOST  OF  HIMSELF  WITH  THE  QUALITIES  HE  HAS? 

31.  — DO  I REALIZE  THAT  I CAN  GET  BETTER  RESULTS  BY  TEACHING  THE  SALES- 

MEN I DIRECT  THAT  TIME  IS  MONEY,  THAN  I CAN  IF  I TRY  TO  "FORCE" 
THEM  TO  WORK  BY  A DEFINITE  SCHEDULE? 


32. — DO  I HOLD  BEFORE  EACH  SALESMAN  A DEFINITE  QUOTA,  SHOW  HIM  THAT 

HIS  STANDING  WITH  THE  HOUSE  DEPENDS  UPON  HIS  REACHING  IT — 
BECAUSE  IT  HAS  BEEN  BASED  ON  HIS  BACK  RECORD  OR  THE  RECORD  OF 
ANOTHER  SALESMAN  IN  THE  SAME  TERRITORY,  OR  UPON  WHAT  IS  BE- 
ING ACCOMPLISHED  WITH  A SIMILAR  LINE  OF  MERCHANDISE ? 

33. — DO  I USE  THE  SPECIAL  PRIZE  OFFER  OR  BONUS  PLAN,  TO  STIMULATE 

EACH  MAN  TO  DO  HIS  UTMOST  TO  MAKE  HIS  QUOTA,  OR  TO  EXCEED  IT, 
AS  THE  POSSIBILITIES  SEEM  TO  WARRANT? 


34.— DO  / HOLD  BEFORE  THE  SALESMEN  I DIRECT  PROFITS  AND  PRIZES  TO 
BE  OBTAINED  FROM  THE  "GAME"  OF  SELLING,  TO  THE  END  THAT  THEIR 
WORK  WILL  BE  AS  INTERESTING  AS  PLAY? 
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35 . —WHENEVER  IT  IS  POLICY  TO  DO  SO , DO  I TAKE  ADVANTAGE  OF  THE 

"GANG”  SPIRIT  OF  LOYALTY , DIVIDING  THE  SALESMEN  I DIRECT  INTO 
SEPARATE  GROUPS,  URGING  THE  MEN  IN  EACH  GROUP  TO  HELP  THEIR 
SIDE  TO  OBTAIN  THE  LARGEST  QUOTA  OF  BUSINESSt 

36. — £>0  I UTILIZE  THE  INCREASED  COMMISSION  PLAN , TO  THE  END  THAT 

WHEN  A SALESMAN  HAS  EXCEEDED  CERTAIN  PORTIONS  OF  HIS  QUOTA , 
HE  CAN  EARN  STILL  LARGER  COMMISSIONS  ON  THE  AMOUNT  OF  BUSI- 
NESS HE  TURNS  IN? 

37.  — WHEN  USING  THE  BONUS  PLAN , DO  I KEEP  EACH  SALESMAN  INFORMED 

OF  HIS  POSITION  WITH  REGARD  TO  THE  BONUS,  SO  THAT  HE  WILL  BE 
STIMULATED  TO  TURN  IN  A STILL  LARGER  VOLUME  OF  BUSINESS t 


38.— DO  I AVOID  UNDUE  PRESSURE  ON  ANY  INDIVIDUAL  SALESMAN,  TO  THE 
END  THAT  NO  ONE  OF  MY  MEN  WILL  OVER-EXERT  HIMSELF , AND  THUS 
RUIN  HIMSELF  TEMPORARILY  OR  PERMANENTLY  FOR  FUTURE  SELLING? 

39  —DO  I KEEP  A RECORD  OF  EACH  SALESMAN,  EACH  TERRITORY,  EACH 
MONTH,  AND  SEASON  OF  THE  YEAR,  TO  THE  END  THAT  SALESMAN,  TER- 
RITORY, MONTHS  AND  SEASONS  MAY  BE  COMPARED? 


40— DO  I SHOW  THE  SALESMEN  I DIRECT  THAT  THE  FIRM'S  RECORD  GIVES  A 
MAN  CREDIT  FOR  ALL  ORDERS  HE  TAKES,  SHOWS  HOW  VALUABLE  HE  IS 
TO  THE  HOUSE,  AND  POINTS  HIM  OUT  WITH  THE  FINGER  OF  SCORN  IN 
CASE  HE  DISCREDITS  HIS  ABILITIES? 


41.— DO  I PUT  PICTURES  OF  MY  PACE  SETTERS  AND  "COMING”  PACE  SETTERS 
IN  MY  FIRM'S  HOUSE  ORGAN  WITH  A STRONG  BUT  BRIEF  WRITE-UP  CON- 
CERNING THEIR  WORK,  TO  FURTHER  STIMULATE  THE  SALESMEN  I DI- 
RECT? 


42.— DO  I ASCERTAIN  THE  THINGS  FOR  WHICH  MY  SALESMEN  ARE  WILLING 
TO  WORK,  SEE  THAT  THE  REWARD  IS  IN  PROPORTION  TO  THE  RESULTS 
ACHIEVED,  AND  PUT  REAL  FEELING  BEHIND  MY  DEALINGS  WITH  EACH 
AND  EVERYONE  OF  THE  SALESMEN  I DIRECT? 


43.— DO  I BRING  THE  SPIRIT  OF  COMPETITION  INTO  THE  SALES  DEPARTMENT , 
SO  THAT  THE  SALESMEN  I DIRECT  WILL  BE  SO  BUSY  GETTING  AHEAD 
OF  ONE  ANOTHER  THAT  THEY  WILL  HAVE  NO  TIME  TO  WORRY  ABOUT 
OUTSIDE  COMPETITION? 


44.— DO  I TALK  ABOUT  MY  FIRM'S  GOODS  ENTHUSIASTICALLY,  THAT  THE  IN- 
DIVIDUAL SALESMAN  MAY  CATCH  MY  SPIRIT  AND  GO  OUT  AND  SELL 
AGAINST  MERCHANDISE  THAT  IS  EQUALLY  GOOD  IN  ALL  POINTS  OR 
EVEN  BETTER  IN  SOME? 
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45 .  — DO  I ENDEAVOR  TO  GET  THE  SUCCESSFUL  SALESMAN  TO  FORGET  TH 

HE  HAS  DONE  "PRETTY  WELL  ” AND  URGE  HIM  TO  OUTCLASS  THE 
AHEAD  OF  HIM  IN  BOTH  AMOUNT  AND  QUALITY  OF  ORDERS f 

46. — DO  I ASCERTAIN  WHETHER  THE  TALKING  POINTS  OF  MY  PRODUCT  A 

IN  THE  PRODUCT  ITSELF  OR  EXTRANEOUS  TO  IT , AND  SEE  THAT  EA 
SALESMAN  I DIRECT  HAS  THE  PROPER  VIEWPOINT  BEFORE  HE  IS  SE 
INTO  HIS  TERRITORY f 


47.  — DO  I APPRECIATE  THAT  NO  CHANGES  SHOULD  BE  MADE  THAT  DO  N 

ADD  TO  THE  SALABILITY , RELIABILITY , OR  UTILITY  OF  MY  FIRM'S  M 
CHANDISE , AS  SUCH  CHANGES  WOULD  ADD  EXPENSE  WITHOUT  OPP( 
TUNITIES  FOR  GETTING  IT  BACK  IN  PROFITS t 

48 . —DO  I REALIZE  THAT  "THE  SALESMAN  IS  AS  MUCH  A PART  OF  THE  FI 

AS  I AM  ” AND  TAKE  AN  ATTITUDE  TOWARD  THE  SALESMEN  I DIR 
THAT  WILL  MAKE  THEM  FEEL  "WE  ARE  DOING  THINGS"  INSTEAD  OF  "I 
DOING  THINGS "? 


